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EXECUTI VE SUMVARY

Title: Educating the MAGIF O ficer

Thene: Before the Marine Corps can fully adopt a maneuver style
of war fighting, it nust nmeet the challenge of creating a truly
integrated MAGIF. Now is the tine to reeducate our officer corps
to think, plan, and execute in MAGIF terns.

Thesis: The MAGIF Education Syl | abus of the Marine Corps Conmand
and Staff Coll ege does not adequately address the integration of
t he MAGTF subordi nate el enent's capabilities. By studying the
integration of the several subordinate capabilities the students
will increase their understanding of the MAGIF as an entity while
learning to fully enploy its mlitary potential.

Di scussi on: As a result of the Marine Corps' anphi bious
orientation, World War Il experience, and post-Korean War

evol ution, the MAGIF has been GCE domi nated for nost of its life.
Its internal relationships do not facilitate interaction between
subordi nate el enments and may best be described as
supporting—supported rather than as equal partnerships. The
present generation of mddl e and senior | eaders have grown up
under this system The MAGIF Education Syllabus of the Marine
Corps Command and Staff College reinforces this view by adopting a
functional approach to the study of MAGIF capabilities. This

paper proposes that re—erienting the curriculum and dividing the
subject into a group of facts and a body of concepts is a
necessary point of departure. The two sub—eourses are descri bed

i n sequence. The first focuses on the specifics necessary to
understand the m ssion capabilities, doctrine, and contentious

I ssues associated with each capability. The second, follow ng a
chronol ogi cal pl anni ng progression, focuses on the integration and
synchroni zati on of the MAGIFs subordi nate capabilities onto a true
MAGTF capability. The proposal recommends that a series of single
servi ce and Joi nt/ Conbi ned war gam ng nodel s be used by the
students to apply the concepts exam ned.

Concl usion. The future viability of the MAGIF hi nges on our
officer"s ability to bridge the boundaries which define our
i ndi vi dual communities and create a truly synergi stic MAGIF
capability. Education is the key to institutionalizing this
or gani zat i onal change.




EDUCATI NG THE MAGTF OFFI CER

The MAGTF doctrine is over 25 years old... It
is after all the old "force in readi ness' concept
of ground conbat units supported by air. Since
the introduction of air power into 20th century
warfare, the Marine Corps, fromthe beginning, had
consi dered avi ation resources as conpl enenting the
ground forces for the highly flexible teamthat
woul d ensue. There was never a question that
"aerial support' was an integral part of the
anphi bi ous operation as evidenced by it being a
maj or chapter in the 1935 'Tentative Landi ng
Qper ati ons Manual ' .*?

In June, 1950 the Marine Corps' first nodern MAGIF, the First
Provi sional Marine Brigade, was commtted to conbat operations in
t he defence of the Pusan Perineter. Organized |ike a contenporary
MEB, the Fifth Marines, MAG 33, and associ ated support forces
denonstrated the MAGTF' s enornous potential as it becane the
stabilizing force in the perineter's defence. Led by a single
commander assisted by a fully integrated air-ground staff, the
bri gade becane the prototype for subsequent MAGIF structure. Its
di ssolution in the wake of inter-service conpetition foreshadowed
future attenpts to separate the nmjor subordinate el enments of the

MAGTF and col ored our subsequent view of MAGIF enpl oynent.

An Overvi ew of MAGIF Evol ution

In the 1950's, because of the doctrinal relationships, Wrld
War |1 experience, and ground conbat oriented nature of anphi bious
assaults, the role of the MAGITF Commander becanme nuddl ed. Hi s
ef fecti veness was essentially reduced to planning and oversi ght
functions. Authority for acconplishnent of the |anding force's

m ssion mgrated to the elenment, usually the battalion or



regi mental |anding team having prinmary responsibility for the
m ssion's success.

In the years follow ng the Korean War, the Commandant of the
Marine Corps convened a series of special study groups, chaired by
CGeneral s Harris and Hogaboom to propose changes for the Marine
Corps' future. Recognizing what they perceived to be an organiza-
tional dinosaur, the Harris and Hogaboom Boards recommendati ons
elimnated the separate, integrated air-ground headquarters and
staff. In its place they installed the subordi nate el enent

commander nost deci sively engaged as the commander of the entire

task force. Wth the renoval of the separate staff canme the | oss
of the personnel and equi pnent fornerly assigned. Comrand and
control functions, especially those regarding aviation, could no
| onger performed fromthe MAGIF headquarters. The MAGIF
Commander, now al nost exclusively the BLT or RLT Conmander, had
barely the assets to fight his owm command; also running the air
and | ogistics war was inpossible. As a result, the MAGIF becane a
ground conbat elenment (GCE) oriented force supported by aviation
and logistic elenents. The integration of the task force found in
the First Provisional Marine Brigade had been | ost.

In order to reestablish the MAGIF as the Marine Corps
war fi ghting organi zati on, the Conmandant published a CMC | etter of
31 May 1960. This docunment served as a departure point for future
devel opnent. The letter standardi zed the size of the various

MAGTFs and the terns Marine Expeditionary Unit, Marine

Expedi ti onary Brigade, and WMarine Expeditionary Force were

i ntroduced. Unfortunately, the requirenent for a separate MAGIF



headquarters was not reinstated. Instead, the Commandant again
specified that the "decisive" conponent commander was the task
force commander and therefore conmanded the attached supporting
units. Wihile this reinforced the concept that conmand and control
of the MAGTF shoul d be exercised froma single headquarters, the
| ack of the separate staff and its supporting conmuni cations
continued to severely hanper the commander's ability to contro
and fight the MAGTF. More significantly, while paying |lip-service
to the air-ground team the fact of the support-supported
rel ati onship underm ned the integration of the MAGIF. The
concepts of operations and the outline plans were devel oped at the
CCE (a. k.a. the MAGIF) headquarters; the aviation (ACE) and conbat
service (CSSE) elenments were sinply tasked to support it. As this
arrangenent becane entrenched, the three subordinate el enents
becanme nore isolated and t hrough geographi c separation, conmunity
orientation, and experience in Southeast Asia, they becane nore
di vergent. An entire generation of officers grew up focused
al nost exclusively on their own conmmunities causing the viability
of the MAGTF to suffer.

Fol | owi ng the Vietnam War the Marine Corps continued to refine
both the MAGIF' s structure and command rel ati onshi ps. The need
for a separate headquarters and staff was recogni zed and provi ded
for whenever a MAGTF was activated. Wth the establishnment of
standi ng MAGIFs, the creation of a permanent separate headquarters
[more recently a command el enent] was revived, reestablishing the
MAGTF commander's authority. The introduction of the special

operations capability has influenced both the training of our



MAGTFs and to a | esser extent their comrand rel ati onshi ps.
Finally, the assignnment of a regional focus has increased both
their corporate know edge and experi ence produced a dramatic

increase in real operational capability.

Today's MAGIF is defined by four basic characteristics:

- Marine forces will be operationally enployed as MAGTFs.

- MAGIF's wll be conprised of a ground conbat, aviation
conmbat, conbat service support, and conmand el enent.

- That the MAGIF is a single entity, structured, equipped,
and trained to fight as a unit.

- That the MAGTF commander, supported by a separate fully
i ntegrated air-ground-logistics staff fights the MAGIF as
a whol e.

These four points represent the bul k of our present MAGIF
doctrine. We have defined the force as an integrated air-ground-
| ogi stics team whose specific character will be m ssion
dependent. We have established | abels for force packages based on
their approximate size [i.e. MEU, MEB, MEF]. W have reiterated
that these MAGIF' s are expeditionary in nature and capabl e of
sel f-sustai nnent for specified periods. W have said that MAGIF' s
are useful across the full spectrumof conflict and that they are
can operate in the Joint/Conbined arena. Wat renmains to be done
is to define the skills, training, and education required of the
officers who will lead the MAGIF, plan its operations, and execute

I ts canpai gns.



Defining the MAGTF Ofi cer

Before the notion of the MAGIF becane enbedded in our
phi |l osophy of warfare, it was usually sufficient for an officer to
be proficient in the enploynent of his own arm infantry,
artillery, air, communications, supply, etc. He was prepared for
assignnents in his specialty by attendance at entry | evel school s,
sone in-service training, and a | arge anount of on-the-job
training. The "systeni produced officers who were usually
satisfactory in their owm comunities but who were often narrow in
their approach to warfighting and especially to the concept of
integrating the MAGTF.

Under the gui dance of recent commandants, and with the
assi stance of sone new equi pnent, enlightened training rules and
i ncreased budgets, our separate communities have becone
individually well trained. Wile there is always room for
i nprovenent, our tankers, artillerynen, infantrynen, aviators, and
| ogi sticians are capable professionals. At the pl atoon,
conpany/ battery, squadron/battalion | evel we plan and execute with
skill and, as recent experience has shown, with a high expectation
of success. W generally denonstrate the individual and unit
capabilities expected of us as professionals in our own
comuni ties, but as Marines we are charged to achi eve sonet hi ng
nore: the nerging of these skills and organi zati onal capabilities
into a truly integrated MAGIF. Wat is needed then are officers
sufficiently famliar with the capabilities, Iimtations, issues,

procedures, and term nology of all of the MAGIF' s el enents so that



they can function as effective nenbers of the integrated command
el enents staff; officers whose focus is MAGIF capabilities

rat her than ACE, GCE, CSSE, or CE capabilities: MAGIF Oficers.

As an O ficer continues to devel op, he should
understand the interrel ationship between his
field and all the other fields within the Mrine
Corps. He should be an expert in tactics and
t echni ques and shoul d under st and anphi bi ous
war f are and conbi ned arnms. He shoul d be studying
the Qperational |evel of war. At the senior
| evel s he should be fully capabl e of
articul ating, applying, and integrating MAGTF
warfighting capabilities in a joint and conbi ned
envi ronment and should be an expert in the art
of war at all |evels.?

It is one thing to plan and execute operations in the famliar
structure of one's own comrunity, it is another to performthose
functions in an integrated air, ground, |ogistics, and command and
control environment. Working within our own conmunities, we dea
in famliar ideas, use famliar |anguage, follow famliar |ogic,
ask fam liar questions, and adhere to famliar procedures. \Wen
we nove outside of our community we are charged to performin
unfam liar territory. W are exposed to nethods and precepts which
are foreign, may appear illogical, or which on the surface seem
obviously wong. Sinply operating with these unfamliar factors
is difficult--learning to deal effectively with the capabilities
and limtations of the other elenents will require an adjustnment
to the nental framework of our staff officers and commanders so
that we renove the parochial boundaries which separate the vari ous
communi ties, ACE, CSSE, GCE, and CE, and think of the MAGIF as a

single, unified conbined arns force.



The notion that an officer can deal effectively with the
enpl oynent characteristics of four subordi nate el enments of the
MAGTF rai ses the question of how we should educate our commanders
and principal staff officers. How do we prepare themfor the task
of nelding all the capabilities of the subordinate elenents into a
har noni ous entity? To answer we nust identify what it is that we
want this MAGIF officer to be able to do.

The syl | abus of the Marine Corps Conmmand and Staff Coll ege
contains the follow ng paragraph under the headi ng "Educati onal
bj ectives":

The student shall be able to.. .plan and
execute, originally and effectively, Marine Air
Ground Task Force [ MAGIF] (sic.) enploynent
anywhere within the spectrum of conflict and
articulate the capabilities of a MAGTF within a
Joi nt/ Conbi ned environnent with the prinmary focus
at the Marine Expeditionary Force |evel."3

It is inportant to understand that we are not proposing to
reeducate career infantrymen into pilots or pilots into supply
of ficers. The disciplines of the various occupational fields are
necessarily specific and they are an essential conponent of
success at the tactical |evel. The reason for creating the MAGIF
officer is to inprove our ability to succeed at the operational
| evel . Therefore, we nust raise his focus fromthe specific
capabilities of a unit or weapon systemto those of the MAGIF as a
whol e.

To be sure specifics play an inportant role in the execution of
our canpaign. Just as clearly, a plan developed without a firm

grasp of our own capabilities and limtations is doonmed to



failure. Qur MAGTF officer nust be know edgeabl e of the details of
each elenent’s capabilities, limtations, and their application
before he can effectively integrate these into a true MAGIF
capability. The various technol ogies and techni ques of our Corps
must be | earned by the officer before he can becone an operation-
ally effective MAGTF conmander or staff officer. Mastering this
body of essentially encycl opedic know edge is a vital part of his
education, but the enploynent of a single elenent’s specific
techniques is only a tool by which the canpaign is prosecuted.
There is therefore, and even nore inportant portion to the
education of the MAGTF officer: W seek to train himto enpl oy
skillfully the capabilities of the individual conmponents of the
MAGTF while we raise his focus fromthe tactics and procedures of
a single conmunity to those of the MAGIF as a whole; to devel op an
under standi ng of the capabilities and limtations of the MAGIF [ as
defined by those of its subordinate elenents], its potenti al

roles, its structure as it relates to the mssion, its comand

rel ationshi ps and connectivity, and howits capabilities are

focused on the operational and tactical |evels of war.

| woul d propose that we expand the conmand and Staff College’ s
previ ously quoted educati onal objective to:

The student shall be able to, originally and effectively, plan
and execute MAGTF structuring, deploynent, and enpl oynent anywhere
wi thin the spectrumof conflict; articulate the specific
capabilities of the subordinate el enments of the MAGIF, and

articul ate how those capabilities are integrated into a



synergi stic MAGIF capability with primary focus on the Marine
Expedi ti onary Force within the Joint/Conbi ned environnment.

To attain this objective would require that the enphasis of
the MAGTF Educati on package of the Conmand and Staff Col |l ege be
revised to concentrate on the integration of the MAGIF s
conponents rather than on the capabilities of the conponents
t hensel ves. While maintaining the focus at the operational |evel
the syl |l abus woul d divide the subject into two subsections: a body
of facts such as weapons system capabilities and a body of
concepts such as focus of effort, or conpositing.

We begin by reviewing the capabilities of each subordinate
el ement of the MAGIF, the students renew and update their specific
knowl edge first of their usual elenent, air, ground, or |ogistics,
and then the capabilities of the other elenents. The instruction
reviews reference material and covers tabul ated data, such as
weapon ranges, but centers on capability and sustai nnent topics,
such as weapon sel ection and usage rates, and on doctri nal
procedures such as control of aircraft. This approach is intended
to reinforce the specific informati on and serve as a foundation
for the exam nation of warfighting concepts that wll follow The
syl abus woul d then progress through an overvi ew of significant
i ssues effecting the MAGTIF internally and externally: structure,
conpositing, command and control, intelligence, battle staff
functioning and deci sion making, etc. are exam ned fromthe
perspective of how they contribute to the attai nnent of a
canpaign's strategic mlitary objective. D vergent positions,

particularly those of other services, should be presented to



encourage the student to eval uate our own doctrine and procedures
and develop flexibility in his approach to mlitary issues.

Once the encycl opedi ¢ body of know edge has been reinforced or
in sone cases, rebuilt, the syllabus noves on to exam ne specific
topics relevant to creating and fighting the MAGIF. The
instruction that wll followis presented in a chronol ogi ca
rather than functional format: planning, structuring, training,
depl oyi ng, and enpl oying the MAGIF. Its nethod is to exam ne the
topi cs using case study and gui ded di scussions and then apply the
principles or concepts in short individual/small cell war ganes

W begin with an exam nation of Marine Corps warfighting
concepts. Using the specific know edge gai ned in the previous
sub-course, we focus on the topics of maneuver warfare, conmmanders
intent as it relates to mssion orders, focus of effort, and the
unity of the MAGIF as it translates into conbined arnms. The
obj ective of this sub-course is to firmy ground the future MAGIF
officer in the concepts and issues of the Marine Corps' style of
fighting and to provide a franework for the followon instruction.

Moving to a study of the planning process, we build on the
officer's prior review of specific capabilities of the MAGIF s
subordi nate el ements. Beginning with the receipt of a m ssion and
a directed outline plan, the students create the subordinate
el enents' plans and then integrate the plans and requirenents by
establishing priorities, sequencing their execution, and
det erm ni ng deci sion points. Planning for conpositing is exam ned
using alternative techni ques. The Joint Qperations Planning and

Enpl oynent System (JPOES) formats are used when docunents are

10



requi red. Throughout the planning process the focus on the
strategic mlitary objective is maintained by requiring the
officer to justify his decisions by relating themto the
obj ecti ve.

From the pl anni ng process the course noves to devel oping a
structure of the MAGIF. Beyond the prescription that all MAGIFs
are conposed of the sanme four subordinate elenents, each is unique
with a task organi zation built to respond to the m ssion,
avail abl e troops, the eneny, and the tinme available to train and
posture the force. Besides the famliar METT-T foundation, the
MAGTF commander and his staff nust consider the conmand, control,
and connectivity of the force in determning its specific
structure. The force conposition nmust be bal anced agai nst
avai lable Iift and conbat service sustai nnent requirenents before
the final |aydown of the MAGIF can be determ ned.

Once the MAGIF is fornmed, it nust be trained as a single
entity. The MAGTF commander nust rapidly determ ne the organiza-
tional conpetence of his subordinate el enents. He nust be
fam liar enough with what their capabilities ought to be so that
he and his staff can structure any necessary renedi al training.

O significantly greater inportance than ascertaining
subordi nate's capability is the creation, through an integrated
MAGTF training plan, of a true MAGIF capability. It is here that
the synergismof the MAGIF is born. In order for this synergism
to occur the MAGTF command el ement nust be trained to function as
a battle staff in a warfighting headquarters. The students,

acting as staff officers in areas other than their occupationa
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specialty, build an integrated training plan for the MAGIF,
oriented to specific mssion requirenents as part of a Joint Task
Force. Using war gam ng support, the students execute the conmand
el enment's portion of the training plan. The opportunity al so

exi sts to designate the MAGIF as the JTF Conmander with certain
students serving as other service conponent or allied/ host nation
commanders for the command el enent/battle staff training.

Once the MAGIF is structured and trained, the officer students
exam ne the deploynent of the force to the designated theater
Usi ng JOPES docunentation the students exam ne the factors
governing the prioritization, sequencing, novenent, and
establishment of the force in theater. It is appropriate here
al so to consider the process of conpositing MAGIFs. Although this
area is lacking in established doctrine, alternative schenes have
been proposed. The students will apply each one and, using nodels
and war game support, study their positive and negative effects.
This section of the course enphasizes the effects of the
conpositing process on the cohesion of the MAGIF; its internal and
external information flow, the need for operability and
standardi zati on, and the inportance of clear delineation of
authority.

Besi des being a significant issue for MAGIF of ficer education,
the study of conpositing serves as a transition fromthe
depl oynent phase to the enpl oynment phase of the curriculum Once
the MAGTF is postured in the designated theater, the course
exam nes the application of specific capabilities to the m ssion

requi rements. The interdependency of the MAGIF s subordi nate

12



el enents is denonstrated through the use of synchronization

matri ces and execution checklists. Limtations to force

sustai nment and the tactical feasibility of operational plans are
I ssues addressed using war gam ng support. Additional enphasis is
pl aced on intelligence tasking, collection, fusion analysis, and
di ssem nation as the students serve again as nenbers of battle
staffs. Building on the previous conmand el enent battle staff
instruction, the students apply I essons on internal staff
functioning, information flow, timng, and decision naking in a
final conprehensive war ganme featuring the conpositing of MEBs
into a MEF in a joint scenario.

Thr oughout the course the students are encouraged to conpile a
list of detailed and specific questions designed to surface
recurring or contentious issues, especially those effecting the
enpl oynent of elenments to which he would not normally be assigned.
The process of conpiling the list is designed to devel op the
officer's depth of understanding of the MAGIF s subordi nate
el ements. By conpiling a set of often-asked questions (including
possi bl e answers) he will increase his perspective on the MAGIF as
a whol e and develop flexibility in his approach to problem
solving. The effect will be to blur the traditional l|ines that
del i neate the subordi nate el enents' nonopoly of expertise in
speci fic m ssions and thereby increase each conmunities
contribution to the strength of the team

Since its birth, the MAGIF has evolved into an integrated,

t ask-organi zed force package with denonstrated useful ness across

the full spectrumof war. Its devel opnent has progressed froma
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l'ight naval landing force into a tailored conbined arns task force
armed with the nost nodern weapons and equi pnent. Qur warfighting
style is innovative and far sighted. The individual Marine is a
wel | trained professional capable of performng his mssion in any
theater. There remains, however, a void in our ability to forge
the better weapon that arises fromthe amal gamati on of our
separate capabilities. The key lies in institutionalizing a shift

i n our approach to NAGIF education. By focusing on the

integration of the MAGTF' s subordi nate capabilities we create a
group of Marine O ficers who are educated to enploy the MAGIF as
an entity, across the spectrumof war, in a single service, Joint,

or Conbi ned environnent: MAGIF O ficers.
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